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25 Jaly 1950

QOITENTS ] STATE/DIETNSE SPAFY STUDY RELATIVE TO
ORGAITIZATION CF Cin FOR (LT ICHAL TUHTLLLIGENCE PRODUCTION

I. Analysis of the Staff Swucy

1. The affective result of subject study and its irplementing
WSC directive is to «hanpe the individual statubery responsibility «
the Director of (entrel Imsailirence far the procuction of national
intelligence, to that of a collective responsibility of the Intelli-
gence Advisory Committee. '

2

2. The study accouplishes its achual objective in the NSC Dir-
eotive as follows:

a. Ly reading irto vhe Habional Security feb of 1947, as
amended, in paragrapih 10 b and 10 ¢ the followings

(1) o, . . !mbil the emergence of a nstional
ectimate or study from the I[AC, collective respousi-
bility is inescavable under the Act of 19L7.°

T, . Tms ful3 statutery responeibility of
the B/GT for the prohetion of national intelligence
becones coerative oy When . «» o final drafis of naw
tiorel entimates or stncies are recommerndisd by the
TAC to the D/CLLY

be by defining nationel intelligence in paragraph 2 in
such a way as to prescribe its production as belng a "cooperas
tive procese of preparaticn” (production by committee) for the
purpose of integratiig (i.e., incorporating the substance of)
the best intelligence opirdion of the departments.

¢. by providing the 1AC in paragraph 3 with responsibilities
for planning, préscribimg scope and ternms of reference, initiate
ing projects, reviewing ard accepting or rejecting drafis, and,
in certain cases, produciyg national intelligence estimates and
studies, inciuding related Liaison and coordimating functions,
presentiy allosated %o the ly/CL and CIA, -

d. by providing in peragraphs 5, 6, and 7 an organization-
al. realipnrent of the imbteliigence production facilities of CIA
which transfers the currant inteliipence and estimating facilities
from the jurisdiction of the D/CL (except for administration) to
the functional direction anc operaticnal control of the IAC, srd
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which providsa the TAC with responsibilities for functicnal direction
of the remainder of CIA's intelligence produstion and colleation
machinery. (See Chart attached)

3, Using the National Security Act of 19L7 as amended, the NSCID's,
the Dulles Report and NSC 50 as terms of reference, the study asserta:

2, that ionce has irdicated that the of national
intelligence es te8 has act substentially imps since issuance
of NSC ggn(l July 1949).

b. that vewsrranted dupifcation of effort as betwsen the
various agencies has continued.

i, In support of these assertions, the study states that the zhove
conditions vesult in largs measure from:

8. disagreemsnt between CIA and departmantal agerclaes as to
the meaning of national intelligence.

b. insdequacies of oxisiing mechanisms and procedures for
the production of national intelligance,

¢. continuing interral CIA confusicn between its respmsibility
for producing national intslligenco and miscellancous research and

reporting.
5. The study concludes that remedlal action required consists ofs

a. ro-defining nationmal imtelligence in such terme as to
pregcribe the principle of sallective responaibility of the IAC
for 1ts production as the criierion which distinguishes it from
81l other ldnds of intelligaxwe.

b. Tevising existing mechenisms and procedures in accordance
witk the principle of colilestive responsibility,

¢, roorganizing CIA to ece Iis current intallipence and
estimating facilitiocs wxier the fumotiomal direction and oparaticmal
control of the JAC, and the regmminder of CIAis productlon and cole-
lactlon faeilitios wader the funmctional direction of the TAC,

6. Accordingly the study rescmmsnds that the ¥5C:

- Y
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a. &pprove and issue whe implementing NSC directive attachzd
to the study.

b, place a limit on the strangth of the proposed National
Intelligence Greup, not to exceed 100 officer and/or professional
persomnel of whom not mora than 20 msy be detalled by the depari-
mental agencies. (Note: After the accumulation of operating
experience, the N/CI, wita advlcs and assistance of the TAC, wil
recomend to NSC such modifications in strength aand composition of
the National Intz1ligence (roup as may be necessary.)

¢. Note that the D/CI with advice and assistance of the
TAC will submit revisions of existing NSCID's and D/CI's as may
be required to bring thoss directives into conformity with the
attached directive.

Discus.sio_n'

1. The principle of c¢ollective responsibility of the IAC for the

production of naticnal inteliigence is neither present nor implied in
the National Security Act of 19L7 as amended. On the contrary this
responsibility is clearly sn individual statutory responsibility of the
Director of Central Intelligence and the Central Intelligence Agency,
as evidenced by the references cited below, ‘

a. Reference Section 102 d: ". . o it shall be the duty
of the Agency, o » - (3) to corralate and evaluate intelligence
relating to the national sesurity, and provide for the appropriate
dissemination of such intelligence within the Govarnment using where
appropriate existing agencies amd facilities. . . Provided further,
That %e departments end other agencies shall contimue to collect,
evaluate, corvelate and disseminate departmental intelligence.

b. Reference Section 102 es M. . . such intelligence as rolates
to the nationsl security and is possessed by such deportments and
other agencies of the govermment. . . shall be made available to the
Director of Central Intelligence for corrslation, evaluation, and

dissemination: . o %

2. loreover, the National 3ecurity Council in NSC 50 has disavowed

the principle of collective responsibility for the production of national
intelligence as followss

", o« o we do not believe that the Director and the IAC should
bound by the concent of collective responsibility because this
would inevitsbly reduce coordinated national intelligence ¢
the lowesi coammon dercminator among the agencies concerned.’
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3, It is therefore the inteni of the Jongress and of the 1SC
that the responsibllity for nntional intelligence production should be
the individual respeonsibility of the D/CI and CIA, and not in any way
a samittee or collechive rasnonsibilitv. i

. Further cbjections o the principle of collective responsibility
foilows

a. The primary mission of a departmentel inte_‘ irence agency
iz to fulfill the intelllgeace requirements of its own Secretary
or Chief of Steff, as the case moy be. Because of this situation,
it inevitably follows thalbs :

. Depertmensal iniellicence responsibility in a given field,
such as navel aifalrs, ir undeniabls. Imtelligence estimates in
a fisld of this kind may e43ily became "national® in importancs,
but they do not bascome "national® in character until related to
other "naticnal®™, not departuental, aspects of the situations from
which they arise. This pro3ess of relating all pertinent "mational®
aspects of a situation is a trwly nabtional intellipence function,
not a coliective departinental responsibilily, which must be
performed by personnel seclecwed and trained for the pHurpose, anong
whom departmental personnel jdght profitably be included, provided
they become an orgamnic nart of the national intelligence machinery-

"¢o The produstion of nationally important departmental
intelliperice 18 not equivalant ©o tae oroxuction ol aational
intelligence, yet the contray presampltion is inherent in the
concept of collective respoansibality, a concept whica gives final
conirol over a carerully syi.hesised intallipence product Lo
individuals wio Nave no ras) nsiDiLity for,; OF exparience With,
{he process of intellIgence .iynthesis at the national level.

4, The facteor of tireliness in the nroduction of intelligence
iz important at all leveis. 7his s no iless true at the national
ievel. The proposed arrsngrient would interpose twro additional
lorers in the review and coycdinstion process, namely the IAC Staf’”,
and the assembled TJAC. wwan if thiaz wers sound in theory. it woul:
ne monStrous in nractice and terd o raduce the intelligence vrocé:a
Yo an nistordical process. ©.oalinsss would not ba a characteristi
of nevional intellicsnce avior ecch procadures.
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Ze 1% is the individua pasmensibilities of the devartmental
mymeies to CIA that are of imyortanee here. Their individusl
collection effort and sromction effert is required Zd TuST Support.
aatilonal intelligence nroduction. The principle of collective :
Tesponsibility werely involves ‘hem bevond their responsibilities
znd competence and slows dorm “1e entirve national in:telligaucﬂa
meoduction process.

%, GIA zannct suppest the rrinciple of eollective regponsibility
on any of the bases in which it perreates the suhject S‘budy:, CIA does
most assurediy require that the inddvidual resnonsibilities of the
dapsrtiental sgencies to CIA in &P of CIA's mission be recognized
rmaquivacably, and be fulfilled on o priority basis upon request Wy CIa
ol’ the departnent concerned. These cepartrental responsibilities are
Aztineated and included in a proposec Naticnal Sczcrmi.ty Council Intel=-
zence Directive accompenying this raver.

4

5. The aasertion in the stuiv thot "Fyparience has indicated
: quality of naticngl intellipance estimates has not substantially
sinee the lssusnce of 350 50 (t My 1949) carries with it 1
cation that CTA's esiimases =mre mmal:totively deficient. The
8 net identify the sournn of the stated Yewrnardiencae® s hor "
ihe nature of the immiiad ovalitridve deficiancies.

; ihe charge that "unwarra ted duriicatior of effort as between
r#7o0us agencies hoag continuec® aswnncd, maneibly anply t» national
vence prodaction.  SFE e e cely ssaner maomengitle fop the
son of nationsl Antallican a, thar: foon h\f‘}}i};ati(}g of gmrki_mﬂ
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however, the asserition adplies to «ll fields of intelligence product o,
then it is believed that this assertion is more valid in theory thea in
fact. CIA has attemied to nopotiate interdepartmental operating procedures
designed to accomniish an inbarchange of information on projects undertaken
by each of the deparimenial inielligence agencies. Uniil very recem:liy
only the Department of State has cumplied with the procedures. ihen and

il the procedures become £ullv operaiive within each departmental agoey,
there will be a basis upon which zotion can proceed to reduce such duplica-
tion as may arise.

8. The assertion that "cortinuing diaapreement between CIA on -he
one hand and the departmontal agencles on the other as to the meanin of
national intelligencs" i3 true, as evidenced in subject study. CIA «annot
accept the definition of natiomsl inte=iligence which the subject stacy
recommends in view of the fact tha® the definition prescribes the primciple
of collective responmibility of the IAC for its production as the critericn
whiich distinguishes it from all other kinds of intelligence. Accordingly
CIA has re-gefined national intelligence in terms of content and end use
and as an individual statuborr reaspansibility of the Director of Ceniral
Intelligence and CTA. A copy of this definition is incorporated in
Section IV, paragraph 1 of our proposed Nablional Security Council Imlelli-
gence Directive,

9. The study further chargas that existing mechanisms and procedures
for production of national intelligence are inadequate on the grounds that
they do not insure its produciioa in accordance with the prianciple of
collective responsibility. G4, for reasons expressed under Section I1I,
paragraphs 1 through lj on this principle cannot accept the mechanism:
and procsdures recomsended by the study. Cur proposed NSCID prescriles
mechanisms and procedures which #iil provide for the more effective
production of nationsl intel lipeacs.

16, The so-called "continwing intermal CIA confusion® between its
responsibilities for producing national intelligence and miscellancous
ressarch and reporiing has bocore an over-twiorked catch phrase and actually
stems from externsl confusion regsrding the individual as distinguished
from the collective departmental responsibilitiss to CIA in support of
national Intelligence production. As long as the departrmental agencics
neglect to meet their indiwvidual responsibilities to CIA, then CIA is
required to engage in the produstion of such miscellaneous intelligence
as may be necessary to provide the intelligence basgis and framework roquired
in the production of national intelliyerce estimates,

Lil. Conclusions_

1. Assertions in the study ars not supported in fact and contain
implications which should be clarified prior to referral of the issue
raised by this study to the NSO.

T ——
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2, The principle of collective responsibility of the IAC for b=
preduction of national intelligance is contrary to the National Security
Act of 1947 as amended, and thua hos no basis in law. This principle
has been disavowed by the Nationzml Security Council in NSC 50 dated
1 July 1949, and is invalid or e grounde that it violates the conceyt
of a strong Central Intelligercs Aiency, as it removes the controel anpd
authority of the Director of Cenir:l Intelligence over mechanisms presently
available to him to discharge rospcasibilities for which he is held solely
ragponsible by law. It also imxses duties upon the departmental agencies
which exceed their legal respcaaibilities and actual competence,

{signedy
Fa 1o Hillenkoetter

R. Ho. BILLENKOLTTIER

Rear Admiral, USN
Firector of Central Intelligence
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